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Throughout the 1980s and early 1990s in Australian education, two 
consistent themes have emerged, among others, in the professional 
literature, viz. the need for increased emphasis on the training and 
development of teachers; and the increased devolution of responsibility for 
decision making to the school. 
Training and development, especially in the education sector, was seen as a 
part of a national economic readjustment. Improved educational outcomes 
were considered vital for the economic development and general prosperity 
of the country. As a consequence, Australian Commonwealth and State 
governments gave the training and development of teachers a higher 
priority and contributed substantial funds towards the improvement of 
Australian schools through teacher training and development programs. 
Concurrently, most State governments devolved responsibility for 
education decision making and resources, including training and 
development to the school level. Such a shift in responsibilities required 
that schools develop organisational structures and management practices to 
ensure effective resource usage and to satisfy accountability mechanisms 
that were established. 
Although the study of best practice with regard to the staff development of 
teachers has been researched both nationally and internationally for some 
time, few studies have reviewed the organisational structures and 
management practices within a school based context that may either have 
enabled or constrained teachers as they strove to master the complexities of 
classroom practice. 
Given the dearth of information related to school based staff development, 
four questions which guided this study emerged. Firstly, to what extent was 
school based staff development regarded by teachers as an integral part of 
their professional life? Secondly and thirdly, within in each State what are 
the organisational structures and the range of management practices used by 
secondary schools for implementing school based staff development? 
Fourthly, which organisational structures and management practices were 
11 
perceived by teachers as being the most effective in meeting their staff 
development needs? 
A research methodology was implemented in three Australian States: New 
South Wales, Queensland, Tasmania, to respond to these questions. The 
theoretical basis of the study and the foundation for the questionnaire were 
found in key concepts identified from the staff development literature, 
related government reports, and information provided by state level and 
school administrators. Distillation of the information from these sources 
led to seven principles of best practice identified as the basis for the study: 
teacher commitment to continuous improvement; organisational structures 
for managing school based staff development; planning for school based staff 
development; selection of staff development content; strategies for the 
delivery of staff development; allocation of resources for staff development 
and the evaluation of staff development. 
Two questionnaires were constructed: the Teacher Questionnaire and the 
Coordinator of Staff Development Questionnaire and distributed to teachers 
every public secondary school in NSW, Queensland and Tasmania. The 
data provided by both questionnaires were analysed with descriptive 
statistics, cross tabulations and the Kruskal-Wallis one way analysis of 
variance by ranks. Data were also obtained from the analysis of school 
development planning and staff development policy documents submitted 
by staff development coordinators. 
This study showed that staff development was highly valued by both 
teachers and school administrators. The majority of schools from all States 
established extensive and highly structured coordinating mechanisms to 
ensure maximisation of the staff development enterprise. Schools, even in 
the initial phases of implementing school based staff development, gave 
considerable thought to planning and other management practices. For 
example, schools established effective mechanisms for identifying the 
content of staff development programs, providing for a variety of delivery 
strategies to be utilised by teachers, developing criteria by which the budget 
could be fairly distributed throughout the school and evaluating the effects 
of specific staff development activities. In this sense, the study provided 
information about organisational structures and practices which 
underpinned a large management undertaking by schools, of which very 
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little was known before the implementation of school based staff 
development. The findings therefore, represented an important 
contribution to the staff development literature. 
There is nothing in the recent professional educational literature in 
Australia that suggested school systems will move away from a school based 
management framework or that staff development will cease to be valued by 
teachers or schools. Teachers as a part of the education sector have 
repeatedly been recognised as essential to the quality of schooling and the 
cornerstone of quality education. In turn, staff development has been seen 
as the best possible way to enhance the quality of teachers through providing 
new knowledge and skills. 
The results of this study inform practice and provide information to scaffold 
managerial policies and practices at both the state and school level. The 
findings assist in macro policy development, leading to state level policies 
that enable rather than constrain schools. In addition, this study provides 
information for schools on organisational structures and management 
practices to be established that lead to better outcomes for teachers and 
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